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Enhanced Work Planning Initiative
An Issue Analysis Paper

Background

The Department of Energy (DOE) is undergoing dramatic changes in its longstanding
missions, the most fundamental of which has been the movement from defense-related
activities to those of post-Cold War environmental cleanup.  This has had a profound
effect on the nature of work at DOE sites.  From a relatively stable routine of operating
complex facilities supported by an experience, skilled workforce, DOE is transitioning
to a considerably more dynamic work environment where, increasingly, less skilled
workers will be performing unfamiliar tasks.  Where managers once relied on detailed
procedures developed from facility-specific Safety Analysis Reports that defined an
analytic "safety envelope", line managers are increasingly required to develop
innovative approaches that mitigate diverse hazards.  This requires enhanced skills in
identifying and evaluating hazards and prescribing "necessary and sufficient"
requirements to provide effective controls for each work activity.

Private industry has undergone a similar transformation in the wake of events such as
the accident at the Three Mile Island Nuclear Power Plant, the toxic gas release at
Union Carbide's Bhopal Plant, and the explosion at Phillips Oil refinery in Texas.  As
a result of these and other events, private industry has moved from reliance on
regulations, requirements and procedures to ensure safety to a more analytic approach
that focuses on human factors, hazard analysis, and improving safety management. For
example, the chemical industry pioneered "process safety management' to improve
analysis of in-plant systems based on hazards and define essential safety programs.

Accident investigations within the DOE complex have consistently shown that
inadequate consideration of safety and health hazards early in the work planning
process is a leading contributor to avoidable injury and illness.  Many private sector
companies, including those recognized as excellent performers by the Occupational
Safety and Health Administration (OSHA), have used an approach to work planning
that focuses on teams and on obtaining as much input as possible early in the work
planning process.  For these progressive companies, safety and health considerations,
including worker input, are so thoroughly built into the work planning process that
review and approval by safety organizations appears almost "seamless".

Results from DOE accident investigations and the experience of superior performers in
the private sector have underscored that how work is planned and accomplished is
fundamental to the prevention of worker injury and illness, as well as to maximizing
efficiency and productivity of any operation.  In situations where hazards are multiple,
dynamic, complex, or of high consequence, an effective management system must be
developed (as part of the work planning process) to pro-actively identify, analyze, and
control hazards.
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Problem Definition.

Work planning at DOE facilities has followed a traditional model involving
preparation of work packages, review and comment by supporting safety and health
staff and line management, resolution of comments, and final approval of work
packages.  The sequential nature of the process requiring review and re-review of
documents produced a system that often required more time to prepare and issue
documents than to actually perform the work.  Comments and input to the review
process produced conflicting, overlapping, or duplicative suggestions resulting in
ineffective communications, adversarial relationships, and lack of focus on the needs
of the customer.  As a result, hazards were often not accurately identified, feedback
was limited, and needed information on exposure monitoring requirements, acceptable
work practices, and requirements for special permits did not always reach either the
work planner or key decision-makers.

The sequential nature of the effort also prevented the safety and health staff from
fulfilling their true role as advisors to line management.  Disciplines such as
occupational safety, industrial hygiene, radiological protection, and occupational
medicine should assist line management in developing work packages that ensure
workers are protected while minimizing burdensome requirements that could decrease
productivity.  Instead, results from their reviews were often provided late in the
process of preparing work packages resulting in delays, wasted effort, and a sense that
safety and health was adversely affecting production.

Another adverse consequence of the traditional model of work planning is the absence
of collaboration and prompt resolution of emerging issues and concerns.  Without a
complete understanding of the proposed work, safety and health staffs may focus
undue efforts on ensuring literal compliance with a lengthy list of requirements that are
of little or no value in ensuring the safety of the workers.  Likewise, the fact that safety
and health staffs review the work package has in many cases given line management a
sense that others are concerned with safety and health, and therefore they need focus
their attention only on performing work efficiently.  This negates any sense of
ownership of safety and health on the part of line management.

The traditional approach to work planning has not contributed to ensuring effective
medical surveillance for workers which is an important component of DOE's programs
to protect workers at DOE sites.  The potentially significant role of the occupational
medical department in supporting planning and performance of work has not always
been effectively communicated.  In addition, the occupational medical departments
frequently operate in isolation with limited linkages to the safety and health staff or
even to the workers.  The isolation of the occupational medical department has limited
DOE's effectiveness in collecting needed information on exposure of workers to
specific health risks and precluded DOE from implementing all of the long term health
monitoring programs that may be needed.
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As the Department's work efforts increasingly focus on its hazardous waste cleanup
mission, work will increasingly be "projectized", that is, completed as short-term,
discrete decontamination, deconstruction, or environmental remediation activities.
Numerous subcontractors will be involved in these activities using large numbers of
lower skilled workers.  Much of the work will consist of short duration projects
involving diverse hazards such as asbestos, beryllium, lead, and a wide range of
radiological hazards.  Currently, short term workers employed by subcontractors are
not generally included in the work planning, hazard analysis and control, onsite
exposure tracking or medical monitoring programs.

Enhanced Work Planning as a Solution

The Office of Environment, Safety and Health, in partnership with a cross section of
DOE field elements, has initiated a comprehensive effort to improve work planning
throughout the DOE complex.  The overall effort hinges on three fundamental
principles: (1) Work planning, hazard analysis and hazard control are essential for
effective management of Environment, Safety and Health; (2) Environment, Safety
and Health in all work activities is fundamentally the responsibility of line
management and; (3) Worker participation greatly enhances the effectiveness of
Environment, Safety and Health programs.

The effort has focused on developing a new approach to work planning that eliminates
the sequential process that has traditionally been used.  This new process brings
together a team of planners, safety and health staff, craft labor, and line management
to collaberatively develop work packages.  Through this approach, line management,
the safety and health staff, and workers become partners in ensuring effective
protection of workers and maximizing efficiency and productivity.  The safety and
health organizations are restored to their appropriate role as advisors to line
management.

This enhanced work planning process is expected to produce significant benefits:

• Improved protection of workers from hazards through early involvement of
safety and health professionals in the planning process.

• Improved communications between safety and health and line management
through establishing a collaborative work planning team.

• Increased efficiency through eliminating repetitive review, comment, and
comment resolution cycles.

• Decreased need for re-work through early involvement of labor in work
planning.
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Recent Experience

Pilot projects completed over the last year for the Department's "Necessary and
Sufficient" initiative and for the Enhanced Work Planning initiative have consistently
shown the value of line management "ownership" of safety, and the benefits of
establishing collaborative work teams.  Initial demonstration efforts for both of these
initiatives have validated the importance of moving away from traditional "command
and control" management structures to empowered work teams.  Both efforts have
reinforced the value of line managers focusing on completing work safely and
efficiently through identifying associated hazards, selecting the appropriate
requirements and standards, and establishing appropriate controls to mitigate the
identified hazards.

In the pilot projects for the necessary and sufficient process, line managers have taken
the initiative to reduce existing workplace hazards and prevent accidents or exposure
to hazards in order to reduce the burdensome requirements that must be imposed on
work.  This has the benefit of improving the focus on requirements and standards that
contribute significantly to worker safety and health while simultaneously eliminating
requirements that impose burdens with little or no net safety benefit.  In addition, the
effort improves communications among the contractor, DOE field elements, and DOE
Headquarters to ensure that all parties agree on the appropriate requirements that are
necessary and sufficient to ensure safety.

For the Enhanced Work Planning initiative, demonstration projects have been
conducted at Fernald Environmental Management Project, Hanford Site, Idaho
National Engineering Laboratory, Oak Ridge Reservation, Mound Plant, Savannah
River Site, and the Pantex Plant.  These demonstration projects have shown the
potential to significantly improve communications through establishing a collaborative
team to plan work activities.  In addition to impressive improvements in ensuring
safety and health of workers, the demonstration projects have also produced
substantial gains in efficiency and productivity by eliminating the sequential approach
to work planning.
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